NEW STRUCTURES FOR ALPINE TOURISM

The Challenge of Globalisation
Since the early 1990s the traditional tourism centres, especially in Europe, have experienced a dramatic change in tourism demand (Weiermair, 1996; De Keyser/Nanhove, 1997) . Cheap airline transport, new information technologies such as the internet and global distribution systems, as well as travel experienced customers, have led to a fast globalization in tourism demand. Tourists satisfy their travel needs in destinations all over the world, depending on the specific travel motivation. Therefore, customer loyalty is decreasing. While global tourist demand is increasing by six and more percent annually, demand in Switzerland is decreasing by annual rates of 3 to 4% (Figure 1 ). 
Loss of traditional strategic success positions in alpine tourism
For decades the traditional European tourism countries could rely on the following factors:
demand
• demand for simple products such as single purpose vacations (hiking holidays, ski holidays) • inexperienced customers who were afraid of foreign destinations and high transport costs 2. factors • cheap, skilled labour, cheap capital and untouched nature 3. industry network • inspiring cluster of sports equipment producers, transport system producers, innovative hotellerie, sportscentres with good infrastructure, etc.
management capacity/strategy
• stakeholder orientated management which took care of the problems and fears of the destination's citizens Under these market conditions, strategic success positions such as • close distance to densely populated areas in Central Europe,
• small and medium sized enterprises with close contact to their loyal customers,
• decentralized production structures with a large number of independently operating companies specialized in single functions, • production processes relying on human work and expensive infrastructure, • management with highly developed political skills able to legitimate nearly uncontrollable funds led to an economic success.
Figure 2: Traditional success factors for alpine destionations
Management quality
• alliance with population, strong political involvement • consideration of citizen's requests Now the growth rules of the market have changed:
demand
Customers ask for integrated service chains able to fulfill problem solving functions or to offer new forms of holiday experiences. Most customers are experienced travellers able to compare prices and quality. New destinations come into the market, part of them profiting from huge state subsidies, enabling them to earn foreign exchange. These new destinations can easily be reached by cheap air transport.
production factors
Wages have risen in European tourism areas because of the industrialization and the wage shifts stemming from other service industries such as banking. Capital costs are high, which can be put down to overinvestments made in times of low interest rates. The tourism industry isn't seen as a low risk industry anymore and therefore the interest rates are rising.
industrial networks
Small and medium sized enterprises are still dominating the industry. But many of the sports equipment companies have disappeared in a concentration process. Hence the possibilities for product innovations have diminished. The snowboard for instance hasn't started its success story in the European Alps.
management capacity/strategy
A strong, politically orientated management is still following strategies concentrating on preservation and regulation. 
Trends in tourism demand
As mentioned above, modern tourists have become critical regarding prices and quality. Moreover, high income market segments are critical about time efficiency. For guests belonging to this segment experiences per minute have to be maximized. These tourists are swamped with information about new destinations. Hence they rely on the information of relatives and friends or stick to strong brands. They ask for experiences and authenticity as a contrast to the ever growing routine duties of a more and more artificial world. It doesn't mean that they like to have the original. What does it matter if it's real or not? If it's real enough for the customer, he will buy it (Poon, 1993) .
Therefore tourism products must meet the following demands:
• based on integrated service chains, which allow the highest possible convenience for the customer (Bieger/ Müller et al.1998) • promoted as strong brands (Bieger 1992 and • distributed by a fast just in time system which enables the customer to make reservations everywhere, anytime and with immediate response (Bieger/ Müller et al., 1998) • consisting of integrated service products allowing the customer to choose from a multi-optional offer (Poon, 1993) .
New challenges for destination tourism organizations
Tourism organizations have to fulfill promotional and organizational functions to assure the competitiveness of their destinations, areas or countries. Following the new logic of the market they therefore have to:
1. make sure that bookable products with a good price/value ratio are offered by cooperations of different partners along the whole service chain. 2. follow a brand policy that leads to a better market transparency and customer orientation. 3. operate a reservation system which is able to serve as many point of sales as possible. 4. assure a certain range of activities by cooperating with suppliers and other destinations. In a certain sense tourism organizations have to play a key role in motivating cooperations between different partners in tourism. Horizontal cooperations to ensure economies of scale, vertical cooperations to ensure economies of scope (Keller/Koch, 1995) . Figure 4 shows the driving forces for cooperations at destination level and the need for bigger business units. 
Destinations as strategic business units in tourism
Especially in traditional tourism countries where the industry consists of a large number of independently operating small and medium sized enterprises, the question of the critical size of a unit managed and co-ordinated by a tourism organization arises. In the following sections I would like to outline briefly the traditional structure of tourism organizations in Switzerland, which are quite similar to the structures in Germany or Austria. As a new concept for tourism organizations structures, the destination concept will be shown and the functions of a tourism organization at destination level will be depictet.
Inefficiencies of the old tourism structure
The current structure of tourism organizations in Switzerland is a hierarchic one. There are tourist organizations at a local, regional, state (Cantons) and national level. Together with the individual enterprises they all do their own marketing. So hundreds of different brands are promoted in Swiss tourism.
Every level does some coordination work. If for example the Swiss national tourist office were to start a campaign with specific products it would take weeks to get the offers of the different enterprises and hotels, because state, regional and local level organizations have to communicate together. In a market with time based competition, speed-management is a key factor.
At every level political work is done. Only at national level the tasks are devided between the Swiss national tourist office (responsible for the marketing) and the Swiss tourism association (responsible for the political lobbying). At state, regional and local level, marketing and lobbying is performed by the same organization, by the same people. Therefore many conflicts concerning goals arise. Because all these tourist organizations have a political function, they have to be neutral in their work with the private enterprises most of which are members of these organizations. Therefore they are not able to guarantee quality control, to secure hard selling or to ask good prices from the hotels and other partners.
All these tourism organizations work for areas within political borders. On the other hand, in most cases, the area that the tourist regards as a product and in which he consumes his services during his stay, is independent of political borders. Therefore an efficient coordination of the tourist product can't be guaranteed by these political organizations.
The main disadvantages of the traditional structure can be summarized as following:
• unfocused, dispersed marketing efforts mostly below any critical size • unable to perform hard selling and quality control • conflicts of goals between political targets and marketing necessities • insufficient product coordination
Destinations, products and strategic business units in tourism
The destination concept focus on customers and producers. Destinations can be defined as areas which consist of all services and offers a tourist consumes during his/her stay (Bieger, 1992 or WTO, 1993 . A destination can therefore be seen as the tourist product that in certain markets competes with other products. These products are always relevant for certain market segments. Hence destinations must be defined according to market segments. In most cases a destination has to be the bigger the farer away a tourist is. For a Japanese tourist coming to Europe for example five or six European countries are the destination. On the other side, for a German tourist coming to ski holidays to the Swiss Alps one village may be the destination. Therefore tourism organizations have to be defined to markets.
Because the markets linked to the products are quite stable, destinations may be seen as strategic business units from the management point of view (Müller, 1995 .
The destination concept leads to a new paradigm in tourism organizations because it is:
The focus is not on industries and enterprises anymore, but on service chains. A 90° shift of the management perspective, i.e. from a functional to a process view, is necessary. Because in most tourist areas one form of tourism is dominating, it is most reasonable to define a destination out of this segment. For example in a Swiss mountain village, the most important form of tourism and the one that offers the largest income is the winter sports business. Therefore the destination has to consist of all the services and prestations consumed by a winter holiday guest. These destinations have to be managed as strategic business units by destination management companies or in our terminology by tourism organizations at destination level. This destination management companies must comply with the requirements of section 1.1.3. Certain demands concerning financial resources, professionalism and opportunities have to be met to form a brand.
A concept for new structures in alpine tourism marketing
based on destinations
Basics
An expert group has worked out the conditions for effective destinations and a new tourism organization structure, based on the destination concept. The main criteria for a destination are shown in figure 6.
Figure 6: Criteria for a destination
• Independence from political limits and primary concentration on a destination. (Area from the guest's perception. Example: region or city).
• Within a destination the offer for the guest includes all the necessary facilities such as entertainement, lodging, transportation, etc.
• The destination has at least one independent brand and qualified personnel. Depending on the range of the brand the necessary available funds are shown in figure 7.
• Obligation to offer starting points for the creation of new brands (supraregional known sights, special farming products, etc.).
• It is necessary to build up reservation facilities/ points of sale, which create and commercialize new offers or provide the facilities to distribute within such channels with the help of modern media.
source: Bieger/ Müller et al., 1998, , p. 24. The range of marketing activities depends on the available marketing budget respectively the number of overnight stays (as a proxy for the income generated in tourism). 
Figure 7: Range of marketing activities of tourism organizations
Functions of a tourism organization at destination level
As destinations are strategic business units, they have to be managed with competitive strategies. Considering the requirements mentioned in section 1.1.3. as well as the general functions of a tourism organization (marketing, offer coordination, political lobbying and planning or Heath/Wall, 1992 ), the following tasks are to be met by destination management companies (figure 8).
Figure 8: Functions of destination management companies
TASKS WITHIN A DESTINATION
The destination, respectively the newly defined SBUs must meet the following requirements:
Planning
• Working out a development model • Developing a destination strategy (competitive and corporate strategy)
Product development
• Operating a central information office (data base) and an information desk • Creating marketable products • Guaranteeing guest care and animation
• Operating a quality development and securitization system with the help of service chains • Guaranteeing management and front personnel training • Guaranteeing a complaint office • Organization of (big) events Currently, there are only a few local tourism organizations meeting the requirements mentioned in section 1.2.2., able to provide the functions highlighted in section 2.3. In most cases, tourism organizations at local level have to be merged to become a bigger and more effective unit. In the following sections, the structure of a destination management company and the necessary transforming strategies for local tourism organizations will be outlined. Because this transformation requires a dramatic change management resistance to change is discussed considering the role of the different partners.
Structure of a destination management company
A destination management company must be efficiently funded and provided with operational freedom to do a professional job. The type of cooperation structure (association, joint stock company, etc.) is a matter of secondary importance. The operational freedom for the management and the professionalism of the board members is of primary concern. In case of most of them being politicians, it is be very unlikely that market focused competitive strategies will be followed.
Within the destination management company, product managers have to be put in charge of the different market segments. They are responsible not only for the product creation and distribution but for the the corresponding coordination, too. Figure 9 shows a possible organization structure of a destination management company based on a matrix structure. In these destination management companies, new professions emerge. Instead of tourism organization managers, product and destination managers will be needed.
The destinations are directly linked with the market either by their own marketing activities or by global distribution systems. Therefore the regional and state tourism organizations are no longer responsible for any marketing or product coordination functions. Nevertheless, they have to keep on lobbying at state level in order to coordinate regional planning. Because economies of scale arise in certain marketing functions it seems reasonable to put these regional and state tourism organizations in charge of specific marketing service functions such as marketing information or media contracting. The destination management companies must be financed appropriately to their task and function. Because all their prestations have the character of a public good, private financing is impossible (Boehan/Mak, 1996 or Mühlenkamp, 1997 .
Specific taxes have to be introduced. The expert group suggests a business tax from all benefitting companies within the destination in order to finance tourism marketing, a tourism tax from the guest to finance the public prestations and the product coordination and public subsidies to finance the destination planning as a part of the regional planning process.
CHANGE IN SWITZERLAND TOURISM STRUCTURE -FIRST EXPERIENCES
Analytical Framework
During the past year, several regional and local tourism organisations have untertaken reform projects. It seems impossible to give a complete overview over all projects. Nevertheless we try to mention the most important projects on regional level and the most recent on a local level in Eastern Switzerland. It would take to much time to characterize each project in detail. Therefore we try to give a synoptical overview based on general adoptable criterias that cover general direction and the character of the change process.
Direction of Change
The direction of change can be characterized by the starting point (factors enforcing a reform) and the target point (general goal or strategy of the reform). Based on the general conditions and lines of the new destination structures presented in chapter one, the following specifics can be identified: starting point • lack of finance (diminishing budgets for marketing acivities or even danger of illiquidity because administrative costs exceed revenues) • strategic development goals of the tourism organization or its manager (the organization or its management realize the necessity to adopt to new business logics to prevent legitimacy problems later on and to secure a strategic development of the organisation and its managers) • political pressure (politicians and bureaucrats under intensified budget rigidity ask for a better effectiveness and effeciency of publically funded tourism organizations) • pressure from members, especially tourism companies (tourism companies and its managers realize the necessity of a efficient and effective coorporative marketing) target point • redefinition of the tasks (aimimg at tasks according to the organizations core competencies in line with the destination concept accorting to chapter 1.3.) • enlargement of the area served (strong tourism organisations try to get in charge of the tourism marketing of surrounding areas to get more funds and to reach a critical size) • merger with other tourism organisations (some tourism organisations try to reach a critical size and to cover the whole area that forms a destination in the eyes for a customer through a merger with a neighbouring organisation) • founding of a new organization (to cover the whole area that forms a destination in the eyes of a customer)
Character of the change process
Management theory suggest several methods for the management of strategic change. These theories can be characterized by two extreme concepts (s. Thom, 1997) , the business reengineering approach (Hammer/Champy, 1993 ) and the organizational development approach (Thom, 1992) .
Business reengineering deals with the idea of thinking the business over with the goal of a quick success. Oftenly, the starting point is a position, reduced to the question: "How would we do it now, if we could restart again?" Then, changes are carried through within a short time by a small group, almost like a surprise attack. Organizational development consists of an evolutive character. It assumes that the system can't change itself before the attitude, values and behaviour of the members of a sozio-technical system have been changed. (Thom, 1997, p. 205.) Condition for that is, of course, the image of mankind, assuming an individual beeing capable of development, educable and responsible allembracing thinking. Organizational development has different phases: Starting-point is the common knowledge of an inperfect persence, followed by the shared definition and enforcement of an new situation (unfreeze Õ change Õ freeze).
According to Thorm (Thom, 1997, p. 210.) , there are different strengthes, depending on their approach:
Business Reengineering
• possibilities of new beginnings • opportunity to improve efficiency drastically • quickness of change • conceptional homogenity of the changing measures (general process-perspective) • significant competence enlargement for "process specialists"
Organizational development
• social agreeableness on account of natural change • consideration of the development-possibility of the system-members • support of self-management respectively self-organisation • long-term point of view • avoidance / reduction of changing-opposition For destinations, there are circumstances additianally complicating the management of strategic change.
Main points for the enterprises are:
• meeting with the employes' fear. That fear, consists of dealing with possibly giving up a known situation in favour of a unknown or, concerning qualification / standard demands, loss of power and existing positions.
• dealing with the positions of interests of different departments, which have to give up ressources or gain new ones during restructuring.
Strategic chance in tourism is not only a question of changing processes organization structures and employees. It's rather a chance involving the culture and identity of locals as base of political power. It affects therefore questions of legitimation (s. Bieger/Beritelli 1996.) From the point of view of the destinations, one has to consider • the identity of the population, often not directly related to the tourism • the covering of the political distribution of power and interests
• the fact that there is no central leadership • for essential decisions (for example future subsidy of the tourism-organisation, spaceeffective decisions) affected people only take part in a small way. This circumstance calls for special information and communication needs.
The change management mainly deals with the cosequences as shown in figure 11. It therefore should be possible to characterize a change process by using the following criterias:
• Driving forces of the change (because of the necessity for legitimacy and the lack of direct lines of command there is a gereral accepted powerful change leader/change agent needed) • Degree of public involvement (population and business sector)
• type of process (more evolutionary organizational development or a fast restructuring and reengineering) • Support and management control (process owner/process manager) Figure 13 and 14 show us a synoptical overview over recent projects of structural change in tourism marketing in Switzerland. 
Survey of practical experiences
CONCLUSIONS
From the presented cases different conclusions may be drawn. In general the directions of the reform projects are in line with the structural concept based on destinations. Still especially in areas of lesser touristic importance (and therefore a often neglectable economic importance of tourism) the projects in some cases are more political than market driven (for example in Aargau -Schweizer Mittelland). Politicians try to establish destination structures covering areas that can't be a destination for any tourism segment.
But the main problems seem to consist in the process itself especially if one considers the big number of tourism organizations realizing the necessity of change, but unable to even start a project.
Role of the different agents
On a regional level, most reform projects take advantage of the powerful driving forces stemming from a critical state government or bureacracy. The main reasons for this might be:
• the importance of the different states as sponsors of the regional tourism organizations • the lack of an interested commercial sector (according to Olson's laws of collecitv logic (s. Olson 1965), a powerful interest group forms only, if there not to many members involved and therefore organizational and transactional costs are low. Typically, on regional level many companies in many destinations with different economic interests are involved).
On a local level, two major driving forces can be identified.
• First the tourism organizations and its managers themselves in an effort to guarantee the survival of their organizations and their jobs.
• Second the commercial sector, especially future oriented companies. The influence of these companies is the stronger the more they depend on the tourism cluster of the destination (which is especially true in the case of companies with tourists staying over night), the bigger they are and the smaller the number of equally big companies they have to coordinate with. Depending on the level of the organization (state or regional) and the structure of the business sector there has to be found and committed a leader for the change.
Change Strategy
Top down reengineering processes seem to be successful in cases with generally accepted leaders. On the other hand, if there is no powerful and/or legitimated leader, a buttom up organzational strategy is necessary.
According to the change-strategy, different roles of the process owner can be identified. In the first case, a management or an outside consultant has to provice analytical work and develop concepts. The implementation is secured by the leader. In the second case, the change-owner likely has to be a outside consultant, who by his knowledge and his fame has the necessary legitimation. He therefore not only has to provide analytical work. He has an important role in implementation, too.
Outlook: from an institutional to a product based perspecitve
Reflecting the difficulties to make sure an efficient and successful change process on one hand and the still often wrong, not market oriented perspective of the direction of change on the other hand, we put to discussion the following theses:
1. There is a need for a cooperative fulfillment of basic functions in tourism that can be explained by the nature of the tourism product (intangibility etc.) and the structure of the tourism sector in traditional tourism areas (dominance of small and medium size enterprises). Such functions are mainly connected with information and therefore have to be financed by public funds because of thier public good character. 2. Marketing has to be focused on products. Therefore tourism organizations have only to be funded, if they are covering an area that in the eyes of potential customers forms a product. 3. There will be a broad field of new opportunities for marketing cooperations wiht product forms, for example along scenic routes or as homogenous cooperations consisting of members of the same branch in different areas. The state or local goverments have to decide, it there are receiving relevant external effects an if therefore a public legitimation of subsidies exist.
